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VEMORANDUM FOR: Carger Council

STUBJECT s Revision of Fitness Revort Form No. k5, 1 October 195k

1. Simultaneous with the adoption of the Fitness Report, the Agency
Cereer Council directed that studies be initiated toward its improvement.
The Director of Personnel requested the Assessment and ivalvation Staff,
Office of Training, to undertake these studies, Resulis to dste are in-
cornorated in an attached proposed revision of the form (T4B A) and in
recommendations concerning nolicies and orocedures surrounding its usa.

2. The proposals and recommendations are based on the following

steps in which the Office of Personnel and Office of Training have
cooperated closely:

a, Analyses of the supervisofs“ replies to a Questionnaire on
the current Fitness Report.

b, Statisticel studies of how supervisors are using the form.

¢, Interviews with 16 supervisors, csreer management and per-
sonnel. officials conducted byﬂ OP, 25X1A

Development of a revision as the best means of clarifying
issues and providing the basis for discussion.

8. Submission of this revision to 60 supervisors and personnel
officials in a series of 11 meetings. Kach group svent a

minimum of two hours in analyzing and disc@esing the repord
and possible policies.

f. Purther revision in close cooperation with 0P,

£. Presentation to a Carser Council task force of the basis
for the revision and accompanying recommendations.

ho Submission in near future of the new revisien of the form

to the 60 supervisors, along with 2 brief gquestionnaire

to determine whether the sense of their criticisms and
recommendations had been carried oubt.
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3. My major conelusions st this point ares

8o If every critiecism were accepted, there would be no part

- ~-2eftof either the present form or the proposed revisiong
4f every suggestion for addition were acecepted, the fomm
would approsxtimate book size, : :

bo With all its defests, the present report has not aroused
overwhelming opposition among supervisors, Henee, pregipi=
tious change is not nesessary, :

6o %To show or not to show" the report to the subordinabeee
that is the most controvérsial issue conceming fitness
reporting,

do The proposed revision is on the right track, having been
preferred over the present form by all who have seen it,

e, The present report requires toe mich information about
individuals (1) in certain-type Jobe, and (2) when the
supervisor has known the individual for s very short period,

f. Changes in fitness report forms and proecedures should be
evolutionary and involve wide eontact with and explanation
to supervisors,

o HMajor conclusions concerning the “showenot show" issue ares

e ‘The pregent policy is not working in accordance with the

- original intent that supervisors make the decision on whether
. Or not to show the report, Office-wids policiecs have been
adopted on this question,

b, There is a sizable minority, if not g majority, who oppose
present policy because it is not econsistent across the Ageney,

G A majority would approve showing a report concerned with job
: performanee and designed to help the supervisor degl moxe
effectively with his subordinates,

do A minority will strongly resist showing a form which is nob
‘designed for that purpose,
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4 small minority will oppouse any privileged communication of
By Lyps.

The greatest spproval would be obtained for s form designed
to show, with the peliey to show unless the supervisor felt
it unwisse. In such an instance, he would explain on the
form why he did not show the Fepord.

A majb?ity would approve two espscially designed reports, one
to promote effective dealing of supervisor with subordinate,
the other a privileged communication to management,

The present form does not lend itself to s clear-cut show-not
show policy since opinion on showing it is close to bheing
squally advidad.

is regommendsd that

The pruposed form, with whatever minor changes that are made
as a result of Paragraph 2h, be adopted,

The form be divided inio two physically sep~rate parts, the
one to be goncerncd with job verformanee and the oiher with
potentisl,

Part I and Part IT both be used for the annual report,
Part ¥ only be used for

(1) Speeisl reports (changes in asgignment, changes in
gupervisor)

(2) mndividuals on Jobs not requiring the type of information
obtained in Pert 17,

Part T be trested as a step toward a form and prosedure whieh

will really be helpful to the supervisor in dealing with his
subordinetes and the policy of showing be optional with tha

%ndividual supervigor, with action taken explained on the
OXfiio

Part IT be treated a8 a privileged commnication from the
supervisor to mansgement above him and the policy be that it
not be shown to the subordinate,
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go Tho report be given a trisl run in one small office (where
not more than 25 people are available to be rated) in each
major eomponent of the Ageney. :

ho The adoption of the report Ageney-widse be preceded or
accompanied by a training program involving selectcqd super-
visors, career management and personnel officials, They
should be selected to provide in each office or division a

amall group, avellable for at lsast a year after introdustion

of the report, to answer questions that will arise among
supervisors generally,

1. The Career Council

@ Adopt in prineiple the philosophy concerning fitness
reporting expressed in the attashud paper (TAB B),

be Direct the Office of Persomnel and the Assessment and
Evalustion Staff, OTR, to continue their studies to
adspt fitness reporting forms and procedures to the
ends served,

€o Direet the 0ffiee of Pergonnel and the Assessment snd
Evaluation Staff, OTR, to exert spseial and immediate
effort to develop separate proccdurses for the pPUEposSes
of (1) helping the -upervisor deal more effectively with
his subordinates, anc {2} pze-iding mewciement with the
kind of information it needs to improve its action in
psreonnel matters,

Assesgment, and kvalugtion Staff

Office of Training

2 Enclosureg
TAB A - Proposed Revision
TAB B = "Developing & Fitness

Reporting System®
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DRAFT

< FITNESS REPORT (PartI) PERFORM

NCE

INSTRUCTIONS

FOR THE ADMINISTRATIVE OFFICER:

FOR THE SUPERVISOR: This report
this evaluation to your
report can help prepare you for
that you inform the subordinate
port or by other means. It is
report is the INITIAL REPORT on
than 30 days after the due date

supervisor and to a

Consult current instructions for completing this report.

is designed to help

a discussion with your subordinate of his strengths and weaknesses.
where he stands with you.
recommended that you read the entire

indicated in item 8 of Section A below.

you express your evaluation of your subordinate and to transmit
ppropriate career management and personnel officials. Completion of the

It is optional whether you inform him by showing the re-
form before completing any question.
the employee, it MUST be completed and forwarded to the Office of Personnel no later

It is mandatory

If this

SECTION A, GENERAL .

t. NAME (Last) (First) (Middle) 2. DATE OF BIRTH 3. SEX 4. SERVICE DESIGNATION
5. OFFICE/DIVISION/BRANCH OF ASS|GNMENT 6. OFFICIAL POSITION TITLE

7. GRADE | 8. DATE REPORT DUE IN OP 9. PERIOD COVERED BY THIS REPORT (Inclusive dates)

10. TYPE OF REPORT

FORMATION, WHICH WILL LEAD TO

[ ivitia ) mreassiowMENT-SUPERVISOR [ speciaL (Specify)
(Check one) ] anwuac [ reassicnment-emprrovee
SECTION B. CERTIFICATION
- FOR THE RATER: THIS REPORT [__] HAS [_] HAS NOT BEEN SHOWN TO THE INDIVIOUAL RATED. [F NOT SHOWN, EXPLAIN WHY
NOT: )
A. CHECK (X) APPROPRIATE STATEMENTS:
THIS REPORT REFLECTS MY OWN OPEINIONS OF THIS INDI - FF INDIVIDUAL 1S RATED "t" N C1 OR D. A WARNING LET-
VIDUAL. TER WAS SENT TO HIM &A COPY ATTACHED TO THIS REPORT.,
THIS REPORT REFLECTS THE COMBINED OPINIONS OF MYSELF I CANNOT CERTIFY THAT THE RATED INDIVIDUAL KNOWS HOW
AND PREVIOUS SUPERVISORS. | EVALUATE HIS J0B PERFORMANCE BECAUSE (Specify):
] HAVE DI SCUSSED Wi TH THI1 S EMPLOYEE H!S STRENGTHS
AND WEAKNESSES SO THAT HE KNOWS WHERE HE STANDS.
8. THIS DATE C. TYPED OR PRINTED NAME AND SIGNATURE OF SUPERVISOR|D. SUPERVISOR'S OFFICIAL TITLE
2. FOR THE REVIEWING OFFICIAL: RECORD ANY SUBSTANTIAL DIFFERENCE OF OPINION WITH THE SUPERVISOR, OR ANY OTHER IN-

A BETTER UNDERSTANDING OF THIS REPORT.

[] conTinueD on ATTACHED sHEET

I certify that any substantial difference of opinion with the supervisor is reflected in the above section.

A. THIS DATE B. TYPED OR PRINTED NAME AND SI|GNATURE OF REVIEWING ]|C. OFFICIAL T1TLE OF REVIEWING OFFICIAL
OFFICIAL

SECTION C. JOB PERFORMANCE EVALUATION

1. RATING ON GENERAL PERFORMANCE OF DUTIES

DIRECTIONS: Consider ONLY the productivity and effectiveness with which the individual being rated has performed

his duties during the rating period.

Compare him ONLY with others doing similar work at a similar level of respon-

sibility.

Factors other than productivity will be taken into account 1

ater in Section D.

1

- DOES NOT PERFORM DUTIES ADEQUATELY: HE S INCOMPETENT.
2 - BARELY ADEQUATE IN PERFORMANCE: ALTHOUGH HE HAS HAD SPECIFIC GUIDANCE OR TRAINING, HE OFTEN FAILS TO
CARRY OUT RESPONSIBILITIES. .
3 - PERFORMS MOST OF HIS DUTIES ACCEPTABLY: OCCASIONALLY REVEALS SOME AREA OF WEAKNESS.
INSERT 4 - PERFORMS DUTIES IN A COMPETENT, EFFECTIVE MANNER.
RATING S - A FINE PERFORMANCE: CARRIES OUT MANY OF HIS RESPONSIBILITIES EXCEPTIONALLY WELL.
NUMBER 6 - PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING MANNER THAT HE IS EQUALLED BY FEW OTHER PERSONS KNOWN TO
THE SUPERVISOR.
COMMENTS :
. . 08-4
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DIRECTIONS:
a. State in the spaces below up to six of the more important SPECIFIC duties performed during this rating period.
Place the most important first. Do not include minor or unimportant duties.
b. Rate performance on each specific duty considering ONLY effectiveness in performance of this specific duty.
c. For supervisors, ability to supervise will always be rated as a specific duty(do not rate as supervisors those
who supervise a secretary only).
- d. Compare in your mind, when possible, the individual being rated with others performing the same duty at a
similar level of responsibility.
e. Two individuals with the same job title may be performing different duties. If so, rate them on different

duties.
f. Be specific. Examples of the kind of duties that might be rated are:
: ORAL BRIEFING HAS AND USES AREA KNOWLEDGE CONDUCTS INTERROGATIONS
GIVING LECTURES DEVELOPS NEW PROGRAMS PREPARES SUMMARIES
CONDUCTING SEMINARS ANALYZES INDUSTRIAL REPORTS TRANSLATES GERMAN
WRITING TECHNICAL REPORTS MANAGES FILES DEBRIEFING SOURCES
CONDUCTING EXTERNAL LIAISON OPERATES RADIO KEEPS BOOKS
TYPING COORDINATES WITH OTHER OFFICES DRIVES TRUCK
TAKING DICTATION WRITES REGULATIONS : MAINTAINS AIR CONDITIONING
SUPERVISING PREPARES CORRESPONDENCE EVALUATES SIGNIFICANCE OF DATA

g. For some jobs, duties may be broken down even further if supervisor considers it advisable, e.g., combined key
and phone operation, in the case of a radio operator.

1 - INCOMPETENT IN THE PERFORMANCE OF THIS DUTY 6 - PERFORMS TH1S DUTY IN AN OUTSTANDING MANNER
2 - BARELY ADEQUATE |IN THE PERFORMANCE OF THIS FOUND IN VERY FEW INDi1VIDUALS HOLDING SIMI-
DESCRIPTIVE DUTY LAR JOBS
RATING 3 - PERFORMS THIS DUTY ACCEPTABLY - 7 - EXCELS ANYONE | KNOW IN THE PERFORMANCE OF
NUMBER 4 - PERFORMS THIS DUTY IN A COMPETENT MANNER THIS DUTY
S - PERFORMS THIS DUTY IN SUCH A FINE MANNER
THAT HE 1S A DISTINCT ASSET ON HIS JOB
SPECIFIC DUTY NO. ! RATING]SPECIFIC DUTY NO. 4 RATING
NUMBER NUMBER
SPECIFIC DUTY NO. 2 RATING|SPECIFIC DUTY NO. 5 RATING
’ NUMBER NUMBER
SPECIFIC DUTY NO. 3 RATING|SPECIFIC DUTY NO. 6 RATING
- NUMBER : NUMBER

3. NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE

DIRECTIONS: Stress strengths and weaknesses, particularly those which affect development on present job.

SECTION D. SUITABILITY FOR CURRENT JOB IN ORGANI|ZATION

DIRECTIONS: Take into account here everything you know about the individual....productivity, conduct in the job,

pertinent personal characteristics or habits, special defects or talents....and how he fits in with your team. Com-

pare him with others doing similar work of about the same level.

f - DEFINITELY UNSUITABLE - HE SHOULD BE SEPARATED

2 - OF DOUBTFUL SUITABILITY...WOULD NOT HAVE ACCEPTED HIM IF | HAD KNOWN WHAT 1 KNOW NOW

3 - A'BARELY ACCEPTABLE EMPLOYEE...BELOW AVERAGE BUT WITH NO WEAKNESSES SUFFICIENTLY OUTSTANDING TO WAR-
RANT HIS SEPARATION

4 . OF THE SAME SUITABILITY AS MOST PEOPLE | KNOW IN THE ORGANIZATION
RATING 5 * A FINE EMPLOYEE - HAS SOME OUTSTANDING STRENGTHS
NUMBER 6 - AN UNUSUALLY STRONG PERSON IN TERMS OF THE REQUIREMENTS OF THE ORGANIZATION
7 - EXCELLED BY ONLY A FEW IN SUITABILITY FOR WORK IN THE ORGANIZATION '
IS THIS INDIVIDUAL BETTER SUITED FOR WORK IN SOME OTHER POSITION IN THE ORGANIZATION? 1 ves [] wo. IF YES.E

EXPLAIN FULLY: <
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) . FITNESS REPORT (Part II) POTENTIAL

INSTRUCTIONS

FOR THE ADMINISTRATIVE OFFICER: Consult current instructions for completing this report.

FOR THE SUPERVISOR: This report is a privileged communication to your supervisor, and to appropriate career manage-
ment and personnel officials concerning the potential of the employee being rated. It is NOT to be shown to the
rated employee. It is recommended that you read the entire report before completing any question. This report is
to be completed only after the employee has been under your supervision FOR AT LEAST 90 DAYS. If less than 90 days,
hold and complete after the 90 days has elapsed. If this is the INITIAL REPORT on the employee, however, it MUST be
completed and forwarded to the OP no later than 30 days after the due date indicated in item 8 of Section E below.

SECTiON E. _GENERAL
1. NAME (Last) (First) (Middle) 2. DATE OF BIRTH 3. SEX 4. SERVICE DESIGNATION
5. OFFICE/DIVISION/BRANCH OF ASSIGNMENT 6. OFFICIAL POSITION TITLE
7. GRADE 8. DATE REPORT DUE IN OP 9. PERIOD COVERED BY THIS REPORT (Inclusive dates)
10. TYPE OF REPORT [::] INITIAL [::] REASSIGNMENT-SUPERVISOR [::] SPECIAL (Specify)
(Check one) - (] annuac (] meassicumenT-EMPLOYEE
SECTION F. CERTIFICATION
1. FOR THE RATER: | CERTIFY THAT THIS REPORT REPRESENTS MY BEST JUDGEMENT OF THE INDIVIDUAL BEING RATED
A. THIS DATE B. TYPED OR PRINTED NAME AND SIGNATURE OF SUPERVISOR C. SUPERVISOR'S OFFICIAL TITLE
2. FOR THE REVIEWING OFFICIAL: | HAVE REVIEWED THIS REPORT AND NOTED ANY DIFFERENCE OF OPINION IN ATTACHED MEMO.
A. THIS DATE B. TYPED OR PRINTED NAME AND SIGNATURE OF REVIEWING |C. OFFICIAL TITLE OF REVIEWING OFFICIAL
OFFICLAL
SECTION_G. ESTIMATE OF POTENTIAL

!. POTENTIAL TO ASSUME GREATER RESPONSIBILITIES

DIRECTIONS: Considering others of his grade and type of assignment, rate the employee’s potential to assume greater

responsibilities. Think in terms of the kind of responsibility encountered at the various levels in his kind of

work.

< ALREADY ABOVE THE LEVEL AT WHICH SATISFACTORY PERFORMANCE CAN BE EXPECTED

- HAS REACHED THE HIGHEST LEVEL AT WHICH SATISFACTORY PERFORMANCE CAN BE EXPECTED

* MAKING PROGRESS, BUT NEEDS MORE TIME BEFORE HE CAN BE TRAINED TO ASSUME GREATER RESPONSIBILITIES

READY FOR TRAINING IN ASSUMING GREATER RESPONSIBILITIES

- WILL PROBABLY ADJUST QUICKLY TO MORE RESPONSIBLE DUTIES WITHOUT FURTHER TRAINING

= ALREADY ASSUMING MORE RESPONSIBILITIES THAN EXPECTED AT HIS PRESENT LEVEL

= AN EXCEPTIONAL PERSON WHO IS ONE OF THE FEW WHO SHOULD BE CONSIDERED FOR EARLY ASSUMPTION OF HIGHER
LEVEL RESPONSIBILITIES

RATING
NUMBER

N s Ww N -
.

2. SUPERVISORY POTENTIAL

DIRECTIONS: Answer this question: Has this person the ability to be a supervisor? (] yes T no. If your
answer is yes, indicate below your opinion or guess of the level of supervisory ability this person will reach AFTER
SUITABELE TRAINING. Indicate your opinion by placing the number of the descriptive rating below which comes closest
to expressing your opinion in the appropriste column. If your rating is based on observing him supervise, note your
rating in the "actual" column., If based on opinion of his potential, note the rating in the "potential" column.

- HAVE NO OPINION ON HIS SUPERVISORY POTENTIAL IN THIS SITUATION
- BELIEVE INDIVIDUAL WOULD BE A WEAK SUPERVISOR IN THIS KIND OF SI1TUATION

DESCRIPTIVE ?
2 - BELIEVE INDIVIDUAL WOULD BE AN AVERAGE SUPERVISOR IN THIS KIND OF SITUATION
3

RATING
NUMBER
- BELIEVE INDIVIDUAL WOULD BE A STRONG SUPERVISOR IN THIS SITUATION B
ACTUAL POTENTIAL DESCRIPTIVE SITUATION
A GROUP DOING THE BASIC Jo0B (truck drivers, stenographers, technicians or professional spe-
cialists of various kinds) WHERE CONTACT WITH IMMEDIATE SUBORDINATES 1S FREQUENT (First line
supervisor)
A GROUP OF SUPERVISORS WHO DIRECT THE BASIC JOB (Second line supervisors)
A GROUP. WHO MAY OR MAY NOT BE SUPERVISORS, WHICH 1S RESPONSIBLE FOR MAJOR PLANS, ORGANIZATION
AND POLICY (Executive level)
WHEN CONTACT WITH IMMEDIATE SUBORDINATES IS NOT FREQUENT
WHEN IMMEDIATE SUBORDINATES' ACTIVITIES ARE DIVERSE AND NEED CAREFUL COORDINATION
WHEN IMMEDIATE SUBORDINATES INCLUDE MEMBERS OF THE OPPOSITE SEX
OTHER (Specify)
A L.Eor Ralease 2001/07/28 : CIA-RDP78-03578A000700040008-4
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S

ECTION M. FUTURE PLANS

TRAINING OR OTHER DEVELOPMENTAL EXPERIENCE PLANNED FOR THE INDIVIDUAL

2.

NOTE OTHER FACTORS, INCLUDING PERSONAL CIRCUMSTANCES, TO BE TAKEN INTO ACCOUNT IN INDIVIDUAL*S FUTURE ASSIGNMENTS

SECTION 1I. DESCRIPTION OF INDIVIDUAL

DIRECTIONS: This section is provided as an aid to describing the individual as you see him on the job. Interpret
the words literally. On the page below are a series of statements that apply in some degree to most people. To
the left of each statement is a box under the heading "category." Read each statement and insert in the box the
category number which best tells how much the statement applies to the person covered by this report.

X - HAVE NOT OBSERVED TH|S: HENCE CAN GIVE NO OPINION AS TO HOW THE DESCRIPTION APPLIES TO THE
INDIVIDUAL

1 -« APPLIES TO THE INDIVIDUAL TO THE LEAST POSSIBLE DEGREE
CATEGORY NUMBER 2 . APPLIES TO INDIVIDUAL TO A LIMITED DEGREE
3 - APPLIES TO INDIVIDUAL TO AN AVERAGE DEGREE
4 - APPLIES TO INDIVIDUAL TO AN ABOVE AVERAGE DEGREE
S - APPLIES TO INDIVIDUAL TO AN OUTSTANDING DEGREE
CATEGORY STATEMENT CATEGORY STATEMENT CATEGORY STATEMENT
. ABLE TO SEE ANOTHER'S ft. HAS HIGH STANDARDS OF 21. 15 EFFECTIVE IN DISCUS-
POINT OF VIEW ACCOMPLISHMENT SIONS WITH ASSOCIATES
2. CAN MAKE DECISIONS ON HIS 22. IMPLEMENTS DECISIONS RE-
12. SHOWS ORIGINALITY
OWN WHEN NEED ARISES GARDLESS OF OWN FEELINGS

13. ACCEPTS RESPONSIBILI-

3. HAS INITIATIVE Ties 23. 1S THOUGHTFUL OF OTHERS
4. 1S ANALYTIC IN HIS THINK-
NG 14. ADMITS HIS ERRORS 24. WORKS WELL UNDER PRESSURE
N
S. STRIVES CONSTANTLY FOR 15. RESPONDS WELL TO SUPER- 25. DISPLAYS DGEMENT
NEW XNOWLEDGE AND I1DEAS VISION ) v N
6. KNOWS WHEN TO SEEK 16. DOES HIS JOB WITHOUT 26. 1S SECURITY CONSCIOUS
ASSISTANCE STRONG SUPPORT : v v
. COMES UP WITH SOLUTIONS
7. CAN GET ALONG WITH PECPLE 17 v H uTion 27. 15 VERSATILE
TO PROBLEMS
. s -
8. HAS MEMORY FOR FACTS : 18. 1S OBSERVANT 28. WIS CRITICISM IS cow

STRUCTIVE

. FA -
9. GETS THINGS DONE 19. THINKS CLEARLY 29 CILITATES SMOOTH OPERA
TION OF HIS OFFICE
20. COMPLETES ASSIGNMENTS 30. DOES NOT REQUIRE STRONG
5 107 CAN COPE WITH EMERGENCIES WITHIN ALLOWABLE TIME AND CONTINUOUS SUPERV!-~

.. Apprc")ved For RemmIO7IZ§EEJﬁﬁ?P78-O3578AO 040008-4
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DEVELOPING A FITNESS REPORTING SYSTEM

I, gStatement of the Problem

One company with one manager who has a dozen subordinstes needs no
formal merit rating system to assist him in his personnel decisions.
Somewhere between this situation and one where hundreds of supervisors are
reporting on thousands of subordinates, the need for a formal system of
merit rating becomes obvious if management ie to have the information
necessary for its personnel actions. .

The need for a system gets general agreement. Confusion and contro-
versy, however, surround the issues of purpose to be served, method to be
used, and especially content of a report. Because of the controversial
nature of reporting systems, it is often difficult to achieve sufficient
stability for any kind of system to work. It is the general purpose of
thiz paper to provide a framework for developing and maintaining a fitness
reporting system (as CIA's merit rating system is called). If management
sanction of this framework can be achieved, a significant step will have
been taken toward achieving the stability needed to make CIA's system
workable,

Reasons for the controversial nature of fitness reporting are many

- Fitness reports do (or are thought to) affect the employee financially and
emotionally by influencing promotions, assignments, and subsidized train-
ing. Methods of reporting an individual's performance or worth, reflect-
ing human judgment, are far from infallibles Thus, there is always room
for criticism and debate. This debate is usually couched in terms of the
wide gap between practice and perfection in personnel actions rather than
realistically in terms of the degree to which personnel actions are
improved by a reporting system.

Raters' persistence in being generous in their evaluations, in desiring
to report in meaningless stersotypes and generality, in being influenced
in varying degrees by likes, dislikes, their convictions about the worth
of certain traits, or behavior for certain purposes contribute to the
fallibility of reporting. The real difficulties in observing job per-
formance under conditions which make comparisons among individuals really
fessible adds still another ‘source of fallibility. -

One approach to the problem of improving fitness reporting has empha-
sized training of supervisors; another the deviaing of speclal methods of
reporting that attempt to minimize differences between raters because of
likes, dislikes and other factors mentioned above, Without minimiging the
need for these approaches to the problem, there is & third which has not

SSERECERERST

Approved For Release 2001/07/28 : CIA-RDP78-03578A000700040008_—4




Fid

v &pprovgd For Release 200‘8 : CIA-RDP78-03578A000700040‘

been adequately exploresd., This is to clarify purposes for vhich fitness
roports aro used and then develop e system gpscifically adapted to each of
theses This approach would clarify and simplify the rater®s task.

It is not uncemmon for users of fitnesé reports to list purposes of
their oystems in as vericd manner ag thiss to select men for promotion or
for special agsigmenty to aid in determining the order of lay-offe when
reductien of force is neecsearys %o improve moraleg to determine transferss
to plan carcersy to holp the supervisor desl more effectively with hisc sub-
ordinates. The questiens (1) whether any two of these purposes aro incom-
patible or (2) vhether o Litness report can provide the complete answer te
any have rarely been raised. For premotion %o a position imvelving skills
quite different frem these used on a present job, information beyond that
on job psrformance is cloarly needed. The kind of procedurs nseded to
evalugte for promotion would seem %o be guite different frem these reguired
to engender an atmegphore between subsrdinate and gupsrvisoer conducive O
diﬁs@us@i@n of wealknosses and how %o impr@v@ theme

)y @y@t@m of £itnsss roporting almed ab helplng e;mp@myﬁ,@@m te d@@l Mmora
effoctively with subordinates will bo termed o gounseling gystems whereas
a syetem wikth the purpoge of assisting mmg@m@m to roach betbor decisiens
on personnel matiors will be termed o monsgemont system. This pepor will
analyze the reguirements nceded to fulfill thege two purposes. This anslysis
will ghow that these purposes are not well served by & single systemo The
analysic wdll identify the first gteps that chould be taken to improve CIA'S
present oyctem and to work toverd the kind of a dual system cencidered

egsentiale

I, Reoguircments

Once the purpsse of a fitness reporting system has been defined spscifi-
cally, the reguirements con be ecensidercd wnder five headings: content,
communication, recerds, treining, and policies.

The purpoge of this kind of system is 1@@ aosist suporvicers to deal
more effectively with suberdinstes. Thic system s cencerned with get-
ting the supsrvisor to do something in relastien %o his suberdinabo=—
think mere eleerly, mﬂy@@ batter, or mnage bstbore

1, Content Upder g Counseling Syotem

Sineco the purpose of the counseling system is to stimulate the
superviser to Jnltlste and carxy oub & proeccduxrg, the comtent 1o
the proccdure Trether than any standard check 118t of any kind. I8
there a procedure tinich will premote the kind of thinking and acbieon

Approved For Release 2001/07/28 : CIA-RDP78- 03578A000700040008-4
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necessary? There is one that has promise—~having the supsrvisor
defins for gach subordinate what job performance is expscted from
hdme :

, This step is more useful and more difficult than it firet
appears. It 18 no matier for cagual thought; nor can a list of
Jjob elements be discovered that will eutomatically apply to all
Jobs with the sems title or even to successive incumbsnts of the
same job. ' :

By far the majority of supervisors who attempt the task of
defining what they expsct from & cubordinste will firct discover
that it is the ruly rather than the czesption for job reguirements
to very among porgons Supposedly doing the sems Jobo Tww stenogra-
phers are working for the seme supsrviser. One has the spacial
duty of managing a comples £iling aystem, the ether of serving as
office receptienioct. Moreover, it io performance of the opseial
duties that is froguently more influentisl in dotermining how the
guparvisor valuss, 3.9., rates, them than 1o the common duty ef
teldng dietation. Sosendly, supervisers will £ind they expect
different things frem subordinates in terms of guch factors as
longth of gervice, psried in a carser, and age. Thirdly, it is
extremsly probablc the superviser will find what he axpacts from
glven gubsrdinato is highly speeific. It 48 not depondabllity or
indugtry that the suparvisor really axpects. It iz rether the
opsration of & spscific machino, the productien of o speeific kind
of report, the mnagement of a specific £ile.

The rangs of spocific job clements revealed by cuch an analysis
makes it plain thet a stendard set of terms cannst be provided to
cover all jobs or even a number of subordinates with supposedly
milar jebs. :

There 1s just one persen who can provide a realictic sob of
Job elements appropristc for e spseific inddvidual en a spacific
Job at a spseific tims under a opscific suporvisor. This pereon
io the cupsrviser. The kind of thinking 1% tokes the supsrviser
in proparing this ot of job requircments W11 go o long wy teward
advanecing the purpose of the counseling system of fitnogs reporting.

This analysis leads te four cenclusions with resgact to the
content viadeh is tho concern of a counseling syotemo. Mrst, the
gystem i8 largely @ presedurgs cocend, what content there ig, is
concernsd strictly with jeb porformancs or charncteristics or el
cumstances very direstly related theretes thixd, there will be no

e S
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@t&nﬂs&d che‘ck list of job elements or traits in eny report uvoed
in this gystemy fourth, the report Fform merely reflocts the pre-
cedure to ba follewed. _

2o Gommmieoting Undor o Covnseling System

The cooential ecommundention is devmmed——from the Buperviser
- bo the subordinate. Hew eloc 4o the subordinete te knew wherein
‘he should improve? The mest, if not only, offeective mediwm Lor
communieotion of this kind 1o ¢ho ioterviev. In on-golng syotem
one interview ab tho tims of cempleting tho Fitunoss Report o
probably suffisiente During this interviey, not only can past
porfornanee be discussed, bub job elements ean bo ro—dofined in
terms of the moxt rating paried and opeeific goals agrosd to by
the two parties. Thus, the counseling gystem provide changed
goals in terms of the job roquircments as well as in verme of the
carecr plans of ¢the individuale For o now subordinote, an indtial
Intervier 1o required %o lot him know whabt 4o expocted of him
betreon the inltlel iotorvier and the tims his Fitness Report ig
dus, '

Cther interview wmay ceeesionally be reguirsd betwveen Fitness
Reportse. Omo such eccasion ig when Job parformence is go peor that
termination is a likely possibility., Here a warning interview ig
clearly needede _

The need for communicaticn dovrrmed loads e the conclugion
that the emtire report should be chewmn to the subsrdinste—complete
vith job clements and supsrvisers cemnonts o the latter having
served &9 proparation for the intorvieu.

Ig thero any need uwnder the cowngeling system for cemmunicetion
umard? Thore eppears nons, 56 far as achieving the counseling
purpoge is coneernsd. A mansgemont purpose may be achieved by o
Umited movemant umerd of the rocosdg produced uwnder this systom.

A supsrvigorts chief will gadn considerable ingight inte metheds
the superviser uges in mane@ing his psople and into tho undorstonde
ing he dioplays of jobs wrdor his combrsol.

Combining this mueh of o prnagement objective with the counscle
ing syctem may not intreduce incempatiblo glaments. Sending records
 too far up the echelenc has definite dangers. The ropords will be
in sueh gpscific terms invelving specific subordinetes amd apecific
gupervigors that misinterpretaticn can e2sily be made by individwois
teo far removed from the immsiiate witvation. Horeover, the fact
thot & permanent reeord is made vill tepd %o redues willingness on

the part of both swpcatisse nad whondingto to be eomletely frank

-
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witiy ons another. BEacause of the lmportence of improving supsr—
vielon, soms risk in limited communication upwerd is probably
ju&‘&ifi@do

3o Records Recuired

One might think there would be no reporting form reguired by a
couseling system. The superviger knows what he is writing on the
form. Why, therefore, have & reporting form? From the counseling
point of view the form serves thres purpeses. It provides a check
list of steps in the procedure and & record of whother these steps
were followed. It provides for futwre reference a record of job
elements agreed to by & suparviser and e spscified subordinate.

It provides & space for the supsrvisors analysis which serves es
@ basls feor the interview.

This recexrd is purely qualitative., Thers can be no score deo-—
rived from the infermation on this kind of feorme With different
and highly epecific job slements, there will be no possibility ef
comparing reports of different individuels. No effert, therefore,
ghould be made te ocore or to combine the reportse.

ko Igaining Under the Counssling System

- To overceme two fears on the part of cupsrvigers will require
e rogl training effort. The firet is his notion that the job
elensnts are difficuvlt for him to define. A demenstration worked
cut before & group wsvally allays this fear. The second fear,
whether or not comseicusly apressed, concerns the interview. Meny
suparvisors will doubt their ability to handle the vitustien
properly. The more training thot can be given in this rospeet the
betbor, but it is surprising hew little will guffiece. The pro-
codure as outlined serves ag a real preparction for the intervicw.
The supervisor lnews vhat pointe he wants o meke. He has thought
then through in terms of the job clements and (pricr to the inter-
view) heo expressed his points in writing on the report form itself.
This interviewy is the eruciel step in the system. Supervisers
generally will undovbtedly hendle it better if there is ne evalua-
tion attempted in relation to the syctem. Any ewelvetion effort
changes the attliude of both the superviser aud the svbordinate
mekes the interview more difficult. The atmosphere of the inter—
view tends to become one of attack and defense rether then one of
mitral respaect and confidence, These comsiderations represent
& pewerful ergument for keeping the counseling aspect separate
from the evaluation aspect of & fitness reporting system.

B s
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Polieles vader this syotem chowld bo oimsd ab erecbing cons
ditions of mubval trust bobuwoen the supsrvigser ond hio subsrdinnted.
It chould be elear to all that the offert 4o direeted ob helpling
the gubordinate to do & botter job. It cheuwld be opellcd oul vaoro
the reeord ig to be kopb, what It 4o teo be used for, and why it
eannot be used for evaluative purposes.

Bo Zhe Manaroment Svotom

The purpese of & manogement gystem 18 to provide the informatien
needed Lor laproving porgompel actiong, Hew thio 1o dens w21 Inflvonce
moraleo, but the purpese of tho syotm 49 mot e dircetly affoet morcle
but %o provide infermation. The syotem doss net cdm ab improving the
supervicer’s rolatienship tdth his cuberdinntes To ropoat, 1o purpsse
ie to nssioct higher cchelons in maldng botbor porsennol decloiento

1o Coabent Undep g Mnnosement Swmbtem

Por a morit rebting syobem to conbribube effectively to actions
roquires that it provide move information relovant to decisieons
mansgement must moke. The content of this cyotem 10 informotion
about cmployees, not a prosedure o help cuporvicers think. Nob
only ig it informatien, but 1t ig informition aprossed im o mammer
vinlch makes comparisons pessible among imdividvals. Monsgoment 1o
interested in gensral job compstence and not in the detalls of
supervision. MNanagemant is also interested in potentisl—hew far
the individual can progress in the chain of command. Jugt vhat
information wavagemont willl £ind wsefwl A2l depond on the lkind of
decisions it wante to make ab ccholons highor thom the immediate
‘gupervigor. Sems of the following will ne doubt b2 inelwded in
any managemant oystems promobicn, celeckion Lor cargor development
termlestion, transfer or rotation, coleeticn for certoin types of
expensive training.

A management oystom roport must, therofers, contain supervisers?
value judgments on the degree of jeb compotones, potentlal, and
obher matters rolated to the declsolons manngement tonbs to makse
Standard check lists and ratings aro requiredy for in erder ¢o
compare individuals, the sams kind ef information must bo obtainsd
about everyone.

Howr can the content of the rabing form be detormined? The mosh
direct tny is to agk management poople vhst it wscs fitness roports
for and the declelons to which it would like them to comtribube. A
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gtudy to obtain this infermatieon 18 nosded ag one of the indtianl
stops in developing this kind of gystemo
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2, Communicetion Under the Monsgewent Svotem

The csgential communicotion is upmord=—frem tho supsrvigor to
higier management cchelong. The medivm of communication must be a
written report ginecc decisions are not necessarily teken at the
tims the report 1o completcd. Purthormors, all decisions de not
involve the came psople, malking it impracticald to communicate up-
vard by eny oral technigue.

Commund ceting wive Judgronts uprard roquires ne interviow wdth
tho suvbordinates Nor dess it reequire chedng the report or dige
ewoing 1t with hime. In fost, delng cltheor of these things will
tend to reduece the wlve of the report to managomont. Roperts that
ere shoumn or diseusged tond to be more lemient, less objective
appradeals. In instonces, chowlng or dlsevgsing a value
Judament with @ cvberdinste redvecs his Job offiecicnecy and meralee
What point &8 thore in perietieally telling o psrcon of long and
loyal servies thot he is Just o run-of<the-mill empleoyes, that he
has potential for further edvoncement. Contrast this with the
counseling gyStom=tere sbtrongths reaknogoes ean be discussed
kobuwoen superviser and suborcinate in atwogphere free Lrom the
necosolly of bringing up polrto the individvold eam do nothing aboute

Laes froguently mentionad is ¢the polnt thot it may be cqually
bad Yo Iinform come psople theb thoy are considercd of spocial
promigc. Logs of moblvation and doercase in porformance can rosulb.

The atbitvde the supervicor nceds in cemploting o monngemont
roport 18 a cool objestivity in his appreisal of job performoncs \
ond cepabllities of his svberdinstes, one of helping or
moting his carcer in any way. It 1o manogoment’s task te do this
waen it gots all the informatien avallable.

3o Records Under g Manssamsrh Svetom

Thie syotem demends @ record. Xt furthor demonds that recexds
be ikept in such & way thab cveccesive roports on the seame individual
can bs combined. things are necessery te achieove this. The
reports mugh be gcored, l.co, they must lond themselves te quanti-
tative troatuent. They must be geored in o manner that psrmits
Buccesalve reports to be compared, even though changes are made
in the report contont. Meost Importently, they muct bo scexed in
ordor that successilve reports can be averagsd. Despite haxd
@LLoxt system of reportirng hag beon dovised to rcduee the
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Fallibility of human Judgment of one ancther vhich sven 2pprozaches
the simple devies of averaglzz juigments of several obgervers. The
averaging of sueesgsgive reperts made by difforent BUPRFVIiSors
roprresents the megt Lmportant tecinique for lmpreving o DONAZERONG
type system. It will roguwlt in astions that arc more effcetive and
more Just te tho individval, Roports for a manggement gystem should
be regerded as quantitative Socumantso

ko ZIraining Under g Mensgeront System

Tralning efforts nsed te be directed et creating in the supop-
visor & willingness to meke -n objective and imperseonsl appradsal
of his suberdinates, While hese rabted will knew the syotem adishs
and muot have confidence in “he Wiy management uvses it, tradning
effort need not be directed et theme In Yact, other then creating
the right attitude teierd reportlag, probably the less gaid aboub a
management gystem the bettor 1t i3,

The mejor focus of training in o management gystem is management

: iteolf. The treining should be directed to clarification of limi-
tatlons and advantages of the ropart for difforent and specificd
purpeses. As a bagls feor thiir traindng, studics of reldabllity
and validity ef the roport fcp arious purpeses arc necegsary. The
relationship of information fuend shed by fitness reports to other
personnel techniques end infcrmation sueh as tosts, axpsrience, and
cducation needs to be discovered and conveyed to menagement. In
fact, the background and comt wxh Jermitbing sound uvse of the gystem
mugt be developed and furnis:sd,

30 Peolicies Under the Manas: pent System

The wain purpose of policies under a management system 18 to
develop cenfidence that perecanel actions are telken after cone
slderation of all the facty cud not on the bagls of & singls FePorte
EBveryone realizes thab persoznel actiens are inevitable, If they
¥eol that they are taken afb:p careful consdderation of all the
facts and with due considereiien »f the Limitations of any single
HOUree, @o8e, fltness report:, willingnegs en the part of SUpsr=
vigors to roport may be incrcased. '

IIT. Recapitwlation

This amalyeis strongly points tc the need for having more than ons
fitnees reporting system to accomplici. many purpsoses such reports are voed
fors A distinetion chowld certednly te made betwoen poystens for cownseling:
a3 opposed to manssement PUrposese
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These twe systems contoln incempatible elemsnts. Undor @ managoment
oystem, the purpese is to promote effective porconnsl eestiong the suporvicer
st rogerd his cubordinate ebjectively anmd roport in gonerael and shbandard
tormsg the roport musd lond itoell to quantitabive treotment and studies of
reliability and validity for spacific purposcs; no imtorvicy botuecn cupors
vicor and subordinabte 19 requircd, nor shovld tho roport be chowm to the
oubordinate. In Loct, doing cither of theooe things will tend to defoat the
purpede of the eysbten. '

o i 78-03578A00(b40008-4

In contrast, & cowweling gystem hos tho purpsse of getting & supore
viger e do semathing wnieh willl impreve his effcetivencss im dealing with
a subordinate. The cuporvisor rogeds tho suberdingte in terms of his om
prrticwler obrengbhs and wealmecoes with no reofersnec bto anyone elsw. The
supsrvigor is not reoporting in gonoral cempstitive er comparetive ter@md,
but in terms thob are highly opecific te the subordinate’s eltuvatien, i.eo,
ko may diceuss and roport woalmesses of very otrong cmployecs and wiee versa
with no impilieption concerning the degree of walve he places upon elther as

an omployec. The report under cuch & syotem is qualidetive—it cannot be

gcorodg nor doeg it lend itself to the vouval kind of studies of relisbility
and validity. An intervie 10 mandatoryg 1t is the ecrux of the systeme

The report in its entirety must bo chowm o the subsrdinate. Both systems
of reporting need aceeptonce on the mrd of cmployeos generally to be truly
e¥fective. Both systoms nasd otablliby in policy to epsrate well. To
promove stabllity and implement systems of reporting adapted to differing
purpoges, it ig neecoscary that thoro be acecepbonce of the philesophy
apresged herein. It 18 also eesentinl %o conduch o serieg of stvdies to
further elerily purposes aud dovelep mors effcctive procedures for eocho

Chlef
ABBeZSmOnt Boaluncion Staff
0fgice of Trodining
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